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Assistant Director for Research ané Reports 3 Jctober 1360

Chief. Geographic Resonrch

Problems of Cartogrephle and CJeogmphic Intelligence Freduotion

The follewing trformetion is furnisched for your use in semiser
participaticon on the subieot of "The Production Factor”.

A Coryographic Profiyotion Problems®

1. By its mature, the Certogreghy Division is certinuelly
confronted with the preblems of prodvetion. Hessntially o servico
mrgasization, it 1is not able to evwblish deadlines on it owe
inttistive but must remet to those enteblished by the reguesters
with whom tha Division deals. Regquents for cartegraphic sugport
earry varyiag pricrities vioh result in & costimmlly changing
pleture. The staff of D f@em?%gwwgﬁﬂw
pricrity of the current worklosd of wajor problams of
establighing effective pricerity scross $he board is the unaympathsi
comtyent between the rigld schedviing of the NIS Progres, wh&ebrw&;w
sants over 30% of cur werk. and gll other requests that carry curres:
and often short dead)ines.

2. VWhen D/OC commits e s deadliza, it is further complicated
by the fact that the Pivisice is the stility of the repst
duetion fecility to support our remants. The reproiuctics wnita
are plogued with the same changing priority problese and frequently
are uneble o support the Divigism within the reguested time fector.
The profustion probloms associated with reproduntion sve purtly
aggravatad by the physical sepnretion of the two planis.

3. The following specisic progrums ars largely :avolved in the
production problems stated 1 pavegwearhs 1. asd 2. above:

& fgld schoduling far in advance. Little or
no siﬁ in BAC and reywodwction. The Progrer genersily
Toguires an cver-commitment iz both Cartography ané Beprodvctic.

b. NIB. High-level requiresents ususlly witk an uwrgent
deadline. Hubjest t¢ frequent changes late in the production
plan. D/OC bas adjusted to these requirements in ma effective
vy

¥Information supplisd by Chief, D/GC
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SUBJECT: Problems of Cartoupaphic and Jeographic Intelligesee
Production

e. CBR, CBI. GBuppert tos largs number of projects.
Interchange of projects as dssdlines near frequently csuses
"wpseta” in D/GC. Little can be dene ebout this as it is
igherent in general production problens.

d. Pp/P. Difficulty of estimating requiremente. Requests
are often poorly coordirated within TD/P. Requirements that
“plood" the Divisien and the reproduction plants, often withoat

varning.
.. 1. The Specisl Suppert Branch, D/GC, hes veer
orgeni such & way a8 %o support OCI on & meat current

produstion bvasic. No problems exist but it does raguire &
sayarate supporting unit.

£, . Epecial problems cf OCR, 0C/C.
25X1X4 mD/e, require considerable scheduling in
B/GC. Usually not very complicated but difficult to work in

with other more substantive projects.

g. Btate Department. Production problems ara not signifi-
cant other than lafreguent "srnsh” reguents from Mslwlm‘al"
Btete.

B. G
1.

Finished inteiligenca is normally worthless unless it 1s =)o
dissemirated. The readying ¢f intelligence for disseminatlion -- the
mechanical phase of production -- contains, however, same of our woret
grenling. A coordination must be schieved and maintained hetween
snalyet, branch chief, division chief, editor, cartograghy, reprodactlon,
and cther cffices whcse review mey he necessary, and must be such thut
the project goes sviftly and smocthly without mangling anything ir the
process. The battle is never really won, and only constant vigllance
assures iclayable levels cof timeliness and acowracy.

2.

Much of the research that we do, particilarly in the gecgrephl:
field, is “spplied rasesrch” initiated in direct support ol ancther
office with a different mission. Our provlem is to comamnicate affec-
tively with its reprasentative -- indeed, ln some cases, %o 1densify hin.

Waformetion supplisd by Chief, pfac
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BUBJECT: Proulems of Cariographic and Geographic Intelllgence
Produetion

If we are not sucecassful, the asailn thrust or key nuance I the
roguirement mey be nissed, wiih the result that the user, potentisil.
is in trouble. The problem is moet prominent in our work for the
clandestine and militery services -- vesulting from orgscigationel
seperation, frequently-changing persomnel., and need-to-krow resiric-
tione -~ but is faceé in all resesrch specifically desigred to sujpos.
sncthex unit's mission.

3. Prisrities

s, Most gecgraphic research we 4o 18 initiated not cesaica
the subject 1s interesting or has large informationel gaps, Lut
besause sopeone neefds 1t. That person is often the only one wi
can spesk to the importsace of the request. Yet hie knowladse
effectively encompassen only the mission of his own upit; scwwoim
still suet spesk to the comparetive importance of the requast i-
tezms of other requests oo band. Here resides a large and cometent
problenm, for in the cese of gecgraphy ve have but 32 anslyste awd
an sverage load of 120 projects. There is ne true project prisritiocs
list, or exsmining boerd, or pricrities coordinator. We bave io
play it by emr, using common sense and such specific Justiffcmtionse
88 our custamers car give us, remambering at the sake time thut all
reguests which are nceepted arve thereby of acknowlefiged impertance
and csnnot be sidetraciked irndefinitely by more glamircus projecis.

b. Perscnucl rescurces do not permit equal research sovarags
of all important geographic aress and substantive topics. Thers ic
& sompelling necassity, therefore, to survey contloucusly e
following questions of priarity:

Bleg areas vs. nop-Bloc arens?

Basic resesreh ve. curreat intelligeice support”

Operational suppart vs. "national fstelligence”™

Balf-initiated work vs. "the clamorous customer '

Collestion guldes ve. finished intellipgence
production?

&.  Pelicy Ouidsnce

This is a problem which sterts at the t¢p echelon of saragemant.
The success or fallioce in the schievement of satisfmctory poliey puddance
at subordirzate echelons Jdepands on the ability of intermediste offlclale
o interpret and translste inte meazingful asction the juldsnce rocolved
from sbove, Policy guidence on mechenicsl, procedural questions Ly oasy
to commmicate. Policy gpuidance om questions such ss the priority aml
direction of emphasirc in the susstaptive research effort is much more
difficult to achieve. We nust somstantly attempt to logprove commudoation
of the latter type o guldanca.
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BUBJECT: Probless of Cartographic and Geogrephic Iatelligenc:
Prodvetion

&, In one senss, coordinetion aims at avoiding umercosury
duplication of researsh ¢ffort. This requires slancrate
mpshanlisme vhick, whea they work properly, provide us wizr vhe
teols for maintaining swareness of the related resesreh ik of
other ovganizations enc schieving & useful division of lacoy in
the intelligence ccmminity's sttack on broad inselligencs probless .
The Econemis Intellipence Committee 15 an outstanding exarpis of
such & nechanism a2 it spplies to & specific intelligence peogras
In sddition, however, ve have stimulsted more arcadly-tased .
informal groups such as the Sstellites Committes, Africs Rousi-
table, sad Southeast Asis Diseussion Group to sarve a8 murke:l
places for the exchange of ideas, information, and propocals.

8. In another sense, the coardinetion proolem consists ia
insuring that the substantive content of our {intelligence repre-
senta an agreed or coordinated positiom. Memy intelligencs
prebless do net fall within the axelusive purview of a singlae
resoureh unit im our present organisaticu. Censequently, thers
is s necessity of orves-dheeking ead cocrdinstion smong usshan-
tive units 1f the result is t0 rupresent an agreed (and, likaly.
most correct) pesitien. Subardinmte probless of office yoliitlcs .
questions of gubstantive prerogatives, and related metterc
sometimes harper the achievement of this oblective.

5. Profiuetion

The provlam of differential security clearunces asd tie
resulting difficulty of utilising cartain competent research perscinel
on the production of truly - intelligence is worthy cf
sttention. This pavbles -- use of' material from espacially
sensitive sources -- elsc sffects the disseminstion asd uge of the
resulting product.

7. Parsonnsl snt Piregtion

Our personnel are, in genersl, highly intelligeni, strongly
wotiveted individuals. Their isdividualiss, vhils undoubtedly deslra . l:
also prasents proulems of supervisicn. The pardghisl viewpoinue of
secnomints, englneers, geogruphers, and other specielists sometimes
shov through axd intewfere with schievament of the most chject.va za-
Search product. Progress Lis Leen mada in this procic: wres wioti the
yassage of time, Lut treces f the problem remein and it canmot ve
ignored

-
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